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30 September 1965

MEMORANDUM FOR: Directer of Traiming
PROM + Chief, Career Trafaing Program
SUBJECT t Carser Training Program Situstion Report

1. 4s soted in my receut Activity Reports, we face the prospect
of 2 shortfall in the October class. This would be no sreat cause for
concern if it were a ome-time occurrence, but it sppears to reflect a
trend which, if mot checked, will get us into serious trouble. Our
problem, briefly stated, is that the recruitment and processing
mechanise is not keeping psce with the requirenents of an expanded
program. With & quarterly ilnput requirement (four classes per year)
and & 3§ - to 5 ~ month proceseing cycle, we heve a builg-is deficit
factor which is beginming to overtaske us.

2. The main factoss in the situstion are as follows

3. In FY 1965 the recruiters semt us 1,054 new applicants.
This vas an increase of 357 over FY 1964's total of 781 and I
believe it represents sbout the maximum number that ve cap expaet
in FY 1966. In the face of pressing new requirenents elsevhere
in the Agency, plus a tightening employment meriet, & ataff of 14
field recxuiters will be hard put to do as well again.

b. Ia PY 1965 we had 218 spplications from intermal cendidates.
This waa an unusually large number, occasioned to a congiderable
extent by ceiling cutebacks in 1964 - 1965 which limited or
eliminated opportunities for young swployees in Wany components.
The prospects for FY 1966 are not as good. As of 9 Septender we
bave 60 applicanta under consideraticn snd our best estimete is
that the total for FY 1966 will mot exceed 150. The yste of direct
bires hee been declining for some time, particularly during the
past tuo years, thus reducing the number of potentisl internal
candidates; and now tvo further factors, greving workload presgures
aad an improved cefling situation, sre tending to elimtunste or
postpone many applications,

¢, In FY 1965, out of a combined faput of 1,054 sxtermal and
218 imternal spplicsnts, plue a carry-over from June 1964 of 68

¢leared candidates, we entered a2 total of M trainces in four 25X9
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classes. This represented s "take' of about 12% or one emt of
eight of the external applicants and 3O, or ome out of three-
plus, of the internals. Ve began FY 1966 with a carry-ever of
60 cleared candidates, and anticipate from 60 to 100 fewarx
spplicants if all present trends continue unchanged. If the
game “toke’ eatio comgimues, it will be statistically impossible
to make eur programmed level of 275.

4. The sverage processing tiwe in FY 1965 was about 3% momthe
which, I believe, was an all-time low in the history of the program.
vet, with this relatively favorabla average waiting pericd, we lost
about 20% of our exteraal cemdidates through withdrauwal of their
applications or declinstion of sppoiotment. Indications to date
are that the impact of additionsl and “erash’ requirements,
particularly upon the office of Seeurity, will leungthen the ¢learance
time for the foreseesble future.

3. {1 believe it is gemerally agreed that the Agency's lomg~term
juterests require that the “pipeline’ of young profesalonal talent be
kept filled. However, to msintain our programmed level we sust increase
the susber of applicants, or incréase ouyr “gake’ fram the totasl mumber
under conatderation, or effect some combination of the two. I think we.
can do a better jcb on bath counts. Outlined in paragraph four below are
sctions vhieh we have taken or ere in the process of developing, and 1o
paragraph five fwo recommendations for further sctiom.

4. Ve can stimulate mors applications amd hold more cemdidates
through the clesrance process by:

4. Prompt and positive expression of intevest im the individual
ss soon as possidle efter the vecruiter’s interview. Many good
candidates delay submission of the application forms while they
thisk the petter over, and the fivst few veehs following initial
coptact thus become crucial, Om & selectiwe basis, simed at getting
the outstendingly good prospect, particularly in sveas whers the
recruiter mey fdentify deveral capdidates during a recrultment
visit, 1 preposs that s Progyam officer from the Caveexr Trainidg
staff follow up vith cm-the=spot inmterviews im the field. THiA
will reinforce the Tecruitment effort, serve as & preliminaxy
screening, and denoustrate to the desirable candidste the serious-
neas of our isterest. It also will cut several days ox weeks off
the procesaing time, and will save the cost of invitee travel on
those whe do not warrant further comsidevation. We ara developing
with the Recruitment Division plenms for a pilot effort this autuso.
rravel funds slready budgeted will suffice for this Piscel Year.
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b. Parvicipation with the Office of Porsomnel snd appropriate
operating offices in identifying candidates posseesing quelifications
of particulaxr importance to the Agency, and developing joint

eecuitment efforts. Yor example, we are sesisting curvemtly in
developing target rooters of American students of Chinese.

¢. Spesd-up of Headquarters paper processing, and further use
of intevim letters to vosssuve and hold the interest of the esndidete
while awaiting clearance. We have worked out with the 0ffice of
Patsomnel procedural changes vhich are beginnimg to show substantial
improvement . Files ave moving rapidly, mew “CIP imterest letters
are going out promptly, and we are shortening by twe te three weeks
the time vequired to bring o candidate in for preliminary interviews
and processing.

4. Further use of advextistag to stisulate more applicationa.
Besultas of the two ads tried thus far in FY 1966 heve been
encoursging, and we advocate & more extensive effort. Action is
being taken by the Perscanel Racruitment Division.

4. Relssuapce of 2 Headquarters Notice on the internal prograem,
reminding employeea of the developmental opportunities it affovds.
Tha text s in the hands of the RBegulations Contvrol 3taff for
publication,

5. The effectivenesc of these actiems will Jdepend largely uponm the
vigor with vhich we cen pursue them. Jtems 4a and b will place s
further Jdemund upon o£aff time. Our present asaff of six officere will
£ind it difficult to take om extra work, but I am persuaded that action
along these lines 15 needed. We have enough space, and we have operating
funds fov this fiacal year) what ve need 13 two additiopal Program Officevs,
That esmich mowre help will wake possible the time and attention in individual
capes whilch s0 often makeos the difference between getting or losing & zood
man. PBut all the foregeing steps, however essential, deal someshat
indirectly with our mont linmediste aond sericus problem, the mumber of
qualified applicants vho withdrav ox deciine appointment. I am comvimced
that the bigzest reascu for the loss vate 1s our insbilicy to make fivm
waployoent offers in tine to meet the competition. 1 believe we could
save & aigunificsat mumber of cases, includiag some of our best guelified
applicants, if ve vere able to employ certain selected individuales oo a
Provistonal Clearance bagis, We have discussed this informslly with
representatives of Security, Pevsomuel and Cover Staff, and there appesr
tc be no serious &ﬁezim, Procedursl controls con be srrvanged which
will wénimize the riske involved, snd there ave enough worthwhile, un-
clagaified asssfigoments avoilable imcluding porticularly the foreisgs
laspuage traiodag to cccupy the time of the persons so employed.
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1 recosmend that the Deputy Dirsector for Support be asked to approve:

a, The employment of selected Career Tralnees on 2 Provisionsl
clesrance basis)

b. The slloestion of tuo Program Officer positions for the
Caveer Training Program Staff.
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